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Memrandum for: Director of Personnel 

Subject! Fitness Reporting 

I -1 * In a recent survey and in Kta3aaa± a number of recent complaint cases we 
found deficiencies in. the handling of fitness reports as the cause of 
00 ns ^ c * era kle problems . These shor tcomi ngs b reak down in to: 

a. lack of continuous evelaition of employee performance 

b. preparation of fitness reports by others than immediate supervisors 

c. hem lack of discussion of comments by reviewing officials with the 
rated and rating officers in cases of disagreement between rating and 
reviewing officers comments or addition of derogatory information, 

* ~° k ° f C °— tinuous Qvaluationt ^the most significant problemvaffecting the 
proper working of the fitness report system seems to be tte=fac&that too 
often supervisors begin their evaluation of an employee at the time they 
must prepare the yearly fitness report. At least this is the way it looks to 


the employye who has not beeen advised of shortcomings during the course 
of the rating period*«w^^ eB efore^su^ised if the Jtta fitness report 

describes his performance in less than glowing terms, or worse if the fitness 

i 


teportj/makes reference to weaknesses. Neither | | nor Direc tions for 25X1 

o m ** JL -! L 1 ■■ ■■ ■ 


- . . • w , ^ preparation of the 

ting F ° rm M. s P e11 °ut that the/fitness report should be the final 

action in the yearly evaluation cycle of each emp loy ee’s performance by the 

supervisor. A proper working of the contiuous evaluation of each employee 

by his supervisor would result in ftness reports which contain no surprises 

for the employee except thaT'the fitness report migb^~ somewhat better 

than the employee e^ectM7The fitness report^Sf nontain ^^rformance 

or behavior de±icienc**s which not been discussed with the employee 

previously; thereby. ranovin^iha_Bleaant of surprise to find unexpected 

— » Review of the fitness report wi th t he 

employye lfi thereby facilitated And in many cases the nfe ting of weaknesses 

can probably be tampered by pointing to improvements since the particular 

matter had been raised iwtb the employee. 

Preparation of Fitness Reports: 

3/ ieitner m\ — l nor Erections for Comple ting Form k$ require that the 

immediate supervisor be the rating officer. For a realistic working of W 

fitness report system this should be a rigid retirement, with the mXb ~ 
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In the command line. to be the reviewing officer* Ih cases of contrary 

A 

practice we have heard the argument that in sorne instances immediate super- 


visors are not really able to write fitness reports. However, we believe 
that a supervisor who cannot write a fitness report, should probably not 


2 _. 


be a supervisor* The requirement is not for accomplished composite. 


for supervising, guJKing and training people* (if a manjis able to do that, * 
meanigful and under stable 

he can most likely write a/narrative portion of the fitness "report* 
Preparation . ..of fitness reports- is an integral part of the job of the super- 

’ -w) 

visor of which he should not be/relieved and wh iph must be part 


training as first -line supervibr and part of his general equipment in 
higher level command positions * Not the least of the arguments for having 
immediate supervisors prepare fitness reports, is that in this way he 
cannot disassociate himself from a fitness report on a subordinate which 
he“did not prepare and undermine confidence in 'the s upe r vi shry structure 


— N 

/ 


above him# -- — - — — 

k* Discussion of Reviewing Officer 1 s Comments; Current 

instructions state that if the reviewing official is in substantial 
disagreement with the rating official he should state whether or not 


he had discussed the evaluation with the rating official and the employee 11 * 
This procedure seems no^be|^serTOd^orjfeirfwced by the Office of Personnel. 
This should be corrected in keeping with the underlying philosophy of our 


fitness report system that the employee is entitled to see his evaluation 
and to know where improvement on his part is required. 


5. It is therefore recommended that the Director of Personnel 

a# take measures to remind all personnel of the need of cohti.hui.hg 

evaluation of all employees by their supervisors and to stress that 
the fitness report is. simply the finaL_s±ep..in Mobs the yearly cycle 
and that only by stod&osg increasing the, honesty in our fitness 


report can we maintain a high employee standard and 

develop the maximum potential of each employee^* 


b# amend the fitness report procedure to require the preparation of 
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next higher 

fitness reports by immediate superviors, and their review by the / 
officer in the command line; 

c* enforce the provision that x&xsixx reviewing officers dlscjnss their 
disagreeing views -with the rating officer and the sated employee. 


J,S, Barman 
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Remarks 

Here is an attempt to convert my memo of 10 May 
into a comraunicatio to the Director of Personne 
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